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Performance management, as a most important means to achieve organization’s 
strategic objects and enhance the enterprise’s core competence, attracts more and more 
attention. Many enterprises intend to achieve the improvement of the whole 
organization’s performance through improving their employees’ performance with 
effective performance assessment and management model; however the practice does 
not follow their thoughts well.  
Bank C is a large internal commercial bank, which is still using traditional 
performance management model. Tackling the problems in bank C’s credit approver 
performance management, considering the daily work practice, this thesis reconstruct 
employees’ KPI index system on the basis of Balanced Scorecard model, and work out a 
new performance management project which should be more suitable for credit 
approvers: the “360 degree matrix” project.  Processed-based performance 
management is introduced; therefore the whole implementation process, including     
Performance Planning, Performance Communication and Guidance, Performance 
Appraisal and Performance Feedbacks, is described as a complete performance solution. 
There are four parts in this thesis: 
In the first part, concepts and basic models concerning performance management 
are introduced as the theory foundation. 
In the second part, through analyzing the brief circumstances of bank C and its 
performance management problems, the train of my thought on improving its 
performance management is introduced. 
In the third part, bank C’s strategic goal is analyzed and further decomposed. The 
KPI index system which suits the credit approvers better is reconstructed on the basis of 
Balanced Scorecard model. The 360 degree matrix is designed and performance 
management system is completed. 
In the last part, focusing on the Performance Planning, Performance 
Communication and Guidance, Performance Appraisal and Performance Feedbacks, the 
whole performance management progress is analyzed, and the concrete solution of 
implementing the credit approver performance management system is introduced. 
 













目  录 
导  言 ........................................................................................................... 1 
第一章  绩效管理概述............................................................................... 2 
第一节  绩效管理概念与一般过程 ........................................................................... 2 
一、绩效计划 ........................................................................................................... 3 
二、绩效沟通与辅导 ............................................................................................... 3 
三、绩效考核 ........................................................................................................... 3 
四、绩效考核结果的反馈和运用 ........................................................................... 3 
第二节  绩效管理与绩效考核的联系和区别 ........................................................... 4 
第三节  绩效管理的几种主要模式 ........................................................................... 5 
一、平衡计分卡模式 ............................................................................................... 5 
二、目标管理模式 ................................................................................................... 5 
三、360 度考核模式 ................................................................................................ 6 
第四节  知识型员工绩效管理模式的选择 ............................................................... 7 
第二章  C 银行信贷审批人员绩效管理分析 .......................................... 8 
第一节  C 银行及信贷审批部简介 ............................................................................ 8 
一、C 银行简介 ....................................................................................................... 8 
二、信贷审批部的地位和作用 ............................................................................... 8 
三、C 银行的信贷业务流程 ................................................................................... 9 
第二节  C 银行信贷审批人员绩效管理的现状及主要问题 .................................. 10 
一、信贷审批人员绩效管理的现状 ..................................................................... 10 
二、信贷审批人员绩效管理中存在的主要问题 ................................................. 12 
第三节  C 银行信贷审批人员绩效管理改进的思路 .............................................. 13 
第三章  C 银行信贷审批人员绩效管理体系的改进 ............................15 
第一节  C 银行战略目标的设定和分解 .................................................................. 15 
第二节  C 银行信贷审批人员 KPI 指标体系的重构 ............................................. 16 
一、衡量信贷审批人员的财务指标 ..................................................................... 16 
二、寻找真正的目标客户 ..................................................................................... 17 
三、改进信贷审批团队的业务流程 ..................................................................... 21 
四、在学习中不断成长 ......................................................................................... 24 














第三节  “360 度矩阵”绩效管理方案的设计......................................................... 27 
一、信贷审批部的 360 度考核 ............................................................................. 28 
二、现有考核方案存在的问题 ............................................................................. 28 
三、“360 度矩阵”绩效管理方案的设计 ............................................................ 29 
四、“360 度矩阵”绩效管理方案的实际运用 .................................................... 31 
五、360 度矩阵的权重分配 .................................................................................. 32 
第四章  C 银行信贷审批人员绩效管理体系的实施 ............................33 
第一节  绩效管理体系实施前的准备工作 ............................................................. 33 
第二节  绩效计划 ..................................................................................................... 34 
第三节  绩效沟通与辅导 ......................................................................................... 35 
一、绩效沟通和辅导 ............................................................................................. 36 
二、绩效培训 ......................................................................................................... 37 
第四节  绩效考核 ..................................................................................................... 39 
一、绩效考核制度的建立 ..................................................................................... 39 
二、绩效考核工具的改进 ..................................................................................... 40 
第五节  绩效考核结果的反馈和运用 ..................................................................... 41 
一、沟通反馈 ......................................................................................................... 41 
二、薪酬和绩效提升 ............................................................................................. 42 
三、绩效考核与职务晋升 ..................................................................................... 43 
全文小结..................................................................................................................... 45 
参考文献 .....................................................................................................46 















Introduction ................................................................................................ 1 
Chapter one: overview of performance management ............................ 2 
Section one:  the conception and general process of performance management......2 
Section two:  connections and differences between performance management 
and appraisal......................................................................................4 
Section three:  main models of performance management ...................................5 
Section four:  choice of intellective employees’ performance management.........7 
Chapter two: analysis of bank C’s credit approver performance 
management........................................................................ 8 
Section one:  a brief introduction to bank C and its credit approval dept ..........8 
Section two:  current circumstances and main problems of bank C credit 
approver performance management..............................................10 
Section three:  thoughts on improving bank C’s credit approver performance 
management ...................................................................................13 
Chapter three: improvement of bank C’s credit approver performance 
management system ....................................................... 15 
Section one:  analyzing and decomposing bank C’s strategic goal.....................15 
Section two:  reconstructing bank C credit approver’s KPI index system........16 
A.  financial index of evaluating credit approvers ........................................16 
B.  looking for target customers......................................................................17 
C.  improving the workflow of credit approver team ...................................21 
D.  growing steadily while learning ................................................................24 
E.  new bank C’s credit approver KPI index system ....................................25 
Section three:  the design of “360 degree matrix” project...................................27 
A.  360 degree appraisal of credit approval department ..............................28 
B.  problems in the current appraisal project ...............................................28 
C.  the design of “360 degree matrix” project ...............................................29 
D.  the practice of “360 degree matrix” project ............................................31 
E.  the proportion of 360 degree matrix.........................................................32 














management system ......................................................... 33 
Section one:  preparations for implementing the performance management 
system...............................................................................................33 
Section two:  Performance Planning .....................................................................34 
Section three:  performance communication and guidance................................35 
A.  performance communication and guidance.............................................36 
B.  performance training .................................................................................37 
Section four:  performance appraisal....................................................................39 
A.  foundation of performance management appraisal system ...................39 
B.  improvement of performance appraisal tools..........................................40 
Section five:  performance feedbacks....................................................................41 
A.  communication and feedbacks ..................................................................41 
B.  salary and performance improvement .....................................................42 
C.  performance appraisal and promotion ....................................................43 
Summary ................................................................................................... 45 



























导   言 
- 1 - 
导  言 








































- 2 - 













体系。绩效管理的模型如图 1-1 所示。 
 
资料来源：付亚和 许玉林：《绩效考核与绩效管理》，电子工业出版社，2003 年 10 月。 
          赵文明 赵建伟：《员工绩效考核与绩效管理实务手册》，中国致公出版社，2005 年 9 月。 
图 1-1：绩效管理流程图 
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提出的新模式。Gartner Group 调查表明：在《财富》杂志公布的世界前 1000 位公
司中，有 70％的公司采用了平衡计分卡系统。《哈佛商业评论》更是将平衡计分卡
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